Participative Management as Related to Personnel Development by Marchant, Maurice P.
Participative Management as Related to 
Personnel Development 
M A U R I C E  P .  M A R C H A N T  
THEORY regarding patterns of de- AXD  PRACTICE  
cision-making in libraries have been relatively neglected aspects of li- 
brary administration. Yet the decisions by which a library attempts to 
control its operations are of major importance to its welfare and ef- 
fectiveness. Recent theories in management and social psychology have 
addressed themselves to the implications of participative management 
and group decision-making, and their findings appear to have im- 
portant applications to libraries, not the least of which is personnel 
development. 
Likert has described in some detail the implications of group de- 
cision-making on productivity. Not only does it affect the quality of 
decisions, but their implications as wel1.l If the involvement of the li- 
brary staff in determining the library's objectives and its means of 
attaining them is reflected in thc service the library provides, this factor 
should be considered as libraries and those responsible for the libraries' 
operation search for means of improving library service. 
Research into the power of group influences upon the functioning of 
organizations has provided increasing evidence of its effect on the 
achievement of the organization's objectives. One of the behavioral 
aspects of group influence is participative decision-making, The find- 
ings indicate that group decision-making has two major advantages 
over decision-making imposed unilaterally by management; these are 
that group decisions tend to be of superior quality and they tend to 
be more readily accepted by the group. While group decision-making 
alone appears to be neither adequate nor necessary to assure high 
productivity, it has been found to be generally characteristic of high 
production organizations.? Decisions are found to be superior especially 
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if the group is composed of individuals with differing areas of expertise 
and points of view, but with a common need for a solutions3 These 
characteristics appear to typify professional librarians, especially those 
in academic libraries, who routinely have undergraduate majors in a 
wide spectrum of academic and professional areas in addition to their 
professional library degrees and many of whom have master's and 
doctoral degrees in non-library science discipline^.^ As a consequence, 
it would appear that their involvement in the library decision-making 
process might improve library service. 
Generalized from the Likert theory of participative management 
has come the open system theory of organization^.^ Implicit within it 
is the concept that an organization has several subsystems with varying 
characteristics which include the production, maintenance, adaptive, 
and managerial subsystem^.^ 
The open system theory of organizations recognizes a cyclical char- 
acter in organizational behavior. Within its construct, continuing cycler 
of production occur which are related to the broader environment. A 
major relationship is the processing of production and informational 
inputs which results in some product which can be utilized by the 
environment and whose acceptance triggers the acquisition of new 
inputs. 
Specialized structures such as maintenance and adaptive subsystems 
are developed to give support to the organization's well-being. Main- 
tenance activities are directed not at the end product but at the equip- 
ment for getting the work done. Usually this equipment consists of 
patterned human behavior, and the effectiveness of maintenance ac- 
tivities can be measured in terms of the extent to which personnel are 
tied into the system as functioning parts. Adaptive subsystems are 
concerned with sensing relevant changes in the environment, translat- 
ing the meaning of those changes for the organization, and designing 
new patterns of behavior. While neither of these subsystems is part 
of the production subsystem, their effectiveness can be expected to 
affect end-product performance measurements. 
The process of staff development belongs to the maintenance sub- 
system, but its effects might be felt in any subsystem, depending upon 
the direction taken by the developmental program. 
A search of library literature reveals that no study of library staff 
participation in decision-making had been reported prior to this 
author's research. The standard texts on academic library administra- 
tion tend to assume a bureaucratic structure wherein decisions are made 
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by supervisors and carried out at lower levels, although the texts may 
suggest the expediency of good communications concerning them and 
provision for staff reaction to tentative decisions prior to their enact- 
ment7 
Traditionally, libraries have been administered as bureaucracies. 
Directors have a high degree of authority and responsibility regarding 
the general activities of the library which they derive from their posi- 
tions. The operation is broken down into simple, component tasks 
where possible. Authority and responsibility are delegated downward 
as appropriate to the supervision and function of those specific tasks. 
People are hired according to their aptitudes and skills in performing 
the tasks assigned and are trained to do their respective tasks in the 
specified way. Decisions are made at the supervisory level and imposed 
on all lower levels. This was the general pattern characterizing business 
administration at the beginning of the twentieth century when many 
public and academic libraries were being developed and expanded as 
service systems, and when library schools were just being instituted. 
As a result, the authoritarian system of administration was adopted 
widely in libraries as being the most appropriate to their purposes and 
functions. 
Most of the recent books on library administration are still bureau- 
cratically oriented. Mohrhardt's 1966 revision of Stebbins's Personnel 
Administration in Librarks describes the traditional chain of command 
in which all authority resides in the chief admini~trator.~ The 1968 
edition of a manual on personnel organization and procedures for col- 
lege and university libraries takes a Within this similar pos i t i~n .~  
framework, however, it recommends staff participation in formulating 
policies and procedures and the establishment of an effective and 
systematic communication system; and these recommendations appear 
to reflect a general, slow change in library administration toward 
participative management. Wheeler and Goldhor, in their text on 
public library administration, speak in support of democratic ad- 
ministration, which is characterized by a sharing of decision-making 
with the staff.1° 
Increasingly, rank-and-£ile librarians are demanding greater oppor- 
tunity for participation in decision-making through which they can im- 
prove services and at the same time restructure the library organiza- 
tion to better actualize their aspirations.ll 
Research into library decision-making as a process has had little 
consideration paid to it in terms of modern administrative theory. An 
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exception is Bundy's paper on the relationships between three de- 
cisions (selecting a book, cataloging a book, and helping a user) and 
the broader considerations of library objectives.12 
Related to decision-making is Kemper's dissertation on strategic 
planning. He looked at library planning from a true systems perspec- 
tive and established a model for developing the broad plan which 
should control development of operational procedures.13 His research 
indicated that librarians have substantial room for improvement in the 
area of decision-making. 
This author's doctoral research was designed to test the application 
of Likert's participative management theory within academic libraries. 
Implicit within the model was the open system theory, within which 
the value of the library's end product is determined in the library's 
environment.I4 The purpose of this study is to determine the relation- 
ship between the involvement of the professional librarians on the 
staff in the decision-making process of the library and selected per- 
formance characteristics. Performance characteristics were drawn not 
only from the production subsystem but from the adaptive and main- 
tenance subsystems as well. As a result, the findings are applicable to 
the study of staff development. The model is presented as table 1. 
TABLE 1 
RESEARCH MODEL 
Independent Variables 	 Perfo~mance Measurements 
1. Decision-making.. ............ 

. . . . . . . . . . . . .Faculty evaluation 

2. 	 Organizational profile. . . . . . . . . .  . . .Circulation 
. . .Long-range planning 
. . .Unifor~nity of evaluation 
. . .Staff satisfaction 
Control Variables 
1. Doctoral degrees granted 
2. Perquisites available to librarians 
3. Library expenditures 
4. Decentralization of collection 
5. Library autonomy 
6. Beginning librarian salary 
7. Staff size and composition 
8. Collection size and growth 
9. Staff breadth of education 
10. Service time 
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To achieve the research purpose, the investigation was designed to 
measure professional librarian participation in decision-making as the 
independent variable, the performance measurements as dependent 
variables, and those control variables thought to be significant. Data 
were collected from twenty-two universities. Using appropriate sta- 
tistical procedures, regression and correlation analysis, vari- 
ations in the performance measurements related to variations in par- 
ticipativeness were examined. 
Two independent variables were measured. The first was an index 
of the extent to which the professional library staff perceives of itself 
as involved in the decision-making process. The second was an index 
of their perception of the participative nature of the library's man-
agerial style in general. Data used in developing the indexes were 
collected by the use of Likert's research instrument, "Profile of Organ- 
izational Characteristics." l5 In the study, they were differentiated by 
naming the first one of the Decision-Making Index and the second one 
the Profile Index. 
There were five dependent variables: 1)faculty evaluation of library 
services, facilities, and resources; 2 )  circulation of materials for home 
use; 3 )  extent of libra~y long-range planning; 4 )  library staff uni- 
formity in libraiy evaluations; and 5 )  staff satisfaction with their jobs. 
The first two are production measurements, the first qualitative and 
the second quantitative. The third is an adaptive measurement. The 
fourth includes both adaptive and maintenance elements. The fifth is a 
maintenance variable and most directly related to staff development. 
Control variables included variables thought to affect one or more 
of the dependent variables. Some emanate from the broader environ- 
ment of the university, some reflect organizational factors within the 
library, and some are variations in staff personnel. They include 
1 )  doctoral degrees granted, 2 )  perquisites available to the library 
staff, 3) library staff, collection, and total expenditures per full-time 
equivalent student and per full-time equivalent faculty, 4 )  index of 
the physical decentralization of library collection, 5 )  index of library 
autonomy from control by university administration and faculty, 6) 
beginning librarian salary, 7) number of professional librarians, 
8)  ratio of librarians to total library staff, to students, and to faculty, 
9) size of collection, 10) acquisitions rate of library materials, 11) 
serial titles received, 12) breadth of education index of the profes- 
sional library staff, and 13) percent of librarians who have been 
members of their present staff for at least three years. 
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The results were essentially as predicted, though not quite as strong 
in all areas as originally anticipated. Table 2 gives the partial correla- 
tions relating the independent and dependent variables. The relation- 
ships were significant with staff satisfaction, uniformity of staff evalua- 
tion of quality, and uniformity of evaluation between top management 
and faculty. There was a near significant relationship with uniformity 
of staff evaluation of importance and an indirect relationship through 
staff satisfaction to faculty evaluation. Moreover, all these relationships 
were in the predicted direction. Long-range planning was an excep- 
tion. While the correlations related to it did not reach a significant 
level, they approached it from the direction opposite that predicted. 
TABLE 2 
PARTIAL CORRELATIOA-S BETWEEN MANAGERIAL STYLE VARIABLES AND 
Decision-
Performance Measurements making Profile 
Staff satisfaction 
Long-range planning 
Uniformity 
Staff evaluation of inlportance 
Staff evaluation of quality 
Staff vs. top management 
Staff vs, faculty 
Top management vs. faculty 
Circulation per student 
Circulation per faculty 
Faculty evaluation 
" Significant at the .10 level 
f Significant a t  the .05 level 
$ Significant a t  the .01 level 
I t  would appear that the staff's job satisfaction is highly affected by 
managerial style and the opportunity to participate in the decision- 
making process. Moreover, the group interaction associated with 
participative management helps the staff unify its value system regard- 
ing both the relative importance of various aspects of the library and 
the quality of those aspects in a given library. 
While top management tends to think of staff involvement basically 
as a morale booster, it is in fact a distinct asset to them in improving 
feedback from the faculty through the staff. Also as a result of staff 
MAURICE P. MARCHANT 
involvement, the faculty is better satisfied with the library. In the 
libraries studied, this action appears to flow primarily through im- 
proved staff satisfaction. 
From the data acquired, the beginning of an organizational model 
for university libraries has been constructed and is presented as figure 
1.Six variables are included and their direction of influence indicated. 
X6 is faculty evaluation and is the end product. The primary variables 
influencing it are staff satisfaction and collection size. Wealth is shown 
as affecting both of these. In addition, staff satisfaction is affected by 
staff breadth of education l6 and managerial style. Further work can 
be expected to modify and expand this model, and for this reason it is 
labeled as preliminary. 
XI =managerial style 
Xz =wealth 
X1 =breadth of education 
Xa = collection size 
Xa = staff satisfaction 
Xe = faculty evaluation 
Predictions Actual Estimated 
r16.23= r15.23r56.4 .z3 .26 = (.52) (.50) 
= r25.13rs6.*+ rz4 r46.5 .50 .54=(63)(.50)+(.51)(.44) 
r36.12= r35.12~ s G . ~  -.lo .22 = (.44)(.50) 
Partial correlations entering into the prediction equations 
r15.23= '52" r25.13= .63t r36.12= -.lo 
r16.23= 2.3 r26.13= .50Y r46.5= '44" 
rZ4= .51X r35.12= .44* r56.4= .50x 
" Significant at the .05level. 
f Significant a t  the .01 level. 
Fig. 1. Preliminary model of causality expluiizzng faculty emluation 
Included with the figure is a test of prediction formulae implicit 
in the model.17 The correlations given are partial correlations where 
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appropriate. The tests validate satisfactorily the relationships projected 
of faculty evaluation with the wealth and managerial style variables, 
but leaves open to question the relationship with breadth of education. 
Staff members were queried not only about their overall satisfaction 
with their jobs, but about nine specific factors of satisfaction as well. 
Specific variables included satisfaction with superiors, peers, subordi- 
nates, clientele, university administration, opportunity for promotion, 
salary increases, professional growth and currently assigned duties. 
The one most clearly related to staff development was satisfaction with 
opportunity for professional growth. This variable had a simple cor- 
relation with overall staff satisfaction of .68, which is significant at 
the .001 level. Moreover, when it was used as a dependent variable 
in a regression and correlation analysis partialling out the effect of 
wealth and breadth of education, the partial correlation with the 
decision-making index was .46, significant at the .05 level, and with 
the profile index was .57, significant at the .O1 level. I t  is apparent that 
the staffs in university libraries in which the managerial style is par- 
ticipative are more satisfied with their opportunities for professional 
growth than those in which the style is authoritarian. The reasons for 
this were not gathered from the staff participants but are apparent 
from an understanding of participative management. 
Participative management is not the abdicating of responsibility by 
top management and allowing staff members to do whatever they 
wish. That pattern is more a description of anarchy. Participative man- 
agement forces decisions down to the level best suited to determine 
them by virtue of availability of relevant information and the effect 
of the decision on the operation. There the problems will be discussed, 
and the recommendations made by use of small group interactions. 
The group works cooperatively on problems of mutual concern, shar- 
ing ideas and information. Any ideas may be put forth but must run 
the gamut of group evaluation. When the ideas are finally approved, 
they belong to the group, not just the instigator, and all participate 
in the rewards for good work. In that way, cooperation replaces com- 
petition in the value system. 
Because several people work together, there is room for incompe- 
tency and inexperience at the discussion level. The group can filter 
out poor ideas, and in the process can provide a successful model for 
the novice to build on. Modeling is the most powerful teaching pro- 
cedure known for behavioral learning, thus the process is educational 
in nature. 
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One person from the group, called the linking pin, is chosen to 
represent them and their position in the next higher echelon. He may 
be the supervisor or he may be just one of the group. His responsibility 
is to represent the group's attitudes and to communicate in both 
directions. There is a linking pin for each hierarchical level.18 
The level at which decisions are made depends on whose work will 
be affected by them and where the relevant information is most avail- 
able. Generally, this means that decisions are made at lower levels of 
the organization than in the traditional authoritarian organization. 
As a result, higher level personnel are freed from making operational 
decisions and can concern themselves with long-range planning and 
relationships outside the library, areas of concern that have previously 
been identified as inadequately served by library executives partially 
because of lack of time.lg If top management allows lower level 
personnel to take care of lower level decisions, it should have the 
time for more important matters. 
Involvement of the staff in the decision-making process is a major 
strength of participative management. Simon has pointed out that a 
basic feature of organizations is that the division of labor along the 
spectrum of hierarchy occurs in terms of decision-making.20 Therefore, 
preparation for advancement, especially in administration, requires 
developing the capacity to make good decisions. Since participative 
management pushes decision-making down to lower levels, the experi- 
ence needed for developing the competence required at higher levels 
is provided, and in such a way as to provide one with an evaluation of 
his competence in an unthreatening atmosphere. 
Such evaluation is part of the control process through which the 
organization reviews its performance and its personnel. In authori- 
tarian organizations reliance is placed on policing procedures and re- 
ward and punishment incentives. Participative management empha- 
sizes group evaluation and self-guidance to improve awareness which 
is directed toward readjustment; it rejects punishment as a tool of 
control. The group is supportive of the individuals comprising it, and 
criticisms of their performance are directed toward helping them im- 
prove rather than chastising them. As a result, they are better able to 
recognize the need and opportunity for personal change and to acquire 
help in making it. The involvement of threat and reward as means to 
staff motivation to readjust carries dangers of misinterpretation, im- 
proper perception of reality, and manipulation not consonant with 
organizational objectives. This is less likely when group consideration 
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is directed specifically at improving performance. Under participative 
management the staff is taught to pay attention to the realities of 
organizational fact related to the specific matter at hand, rather than 
hazarding a measure of confusion by interjecting spurious emotional 
considerations introduced by reward and punishment mechanisms. 
Under participative management the learning which occurs has a 
better chance of being internalized with greater retention as a result of 
the process. 
Leadership qualities under participative management are not the 
same as those appropriate in a bureaucracy. The need turns more 
toward the ability to get people to interact and to focus that interaction 
on the subject at hand. The capacity to mediate is very important, and 
the ability to plan and analyze feedback is emphasized. The leader's 
role is not diminished but it is changed in nature. 
The decisions made in this way have two advantages over autocratic 
decisions. One is the commitment of the group to the decisions because 
of their involvement in the decision-making process; the other is the 
relative excellence of decisions made by groups over those made by 
individuals when the decisions are concerned with organizational 
behavior. 
Factors accounting for the superiority of decisions by groups over 
those made by individuals are as follows: 1)there is an increase in the 
cues available; 2 )  the availability of immediate feedback regarding 
suggestions allows faster recognition of potential mistakes; 3) the 
greater formulation of ideas by people in groups as compared to 
people acting separately favors group decisions; 4)  the increasing 
division of labor favors group decisions by utilizing to greater advan- 
tage the group's cumulative expertise; 5) there is less inhibition be- 
cause of mitigation of personal responsibility for failure; 6 )  pooling 
ideas provides an opportunity for identifying and removing errors; 
and 7) objectivity is enhanced by lack of identification with the group 
if the group is short term. All of these are appropriate to participative 
management. 
It is apparent from the data that the flow of information regarding 
faculty attitudes toward their libraries moves upward with greater 
ease and accuracy under participative management than under au-
thoritarian procedures. The greater magnitude of threat experienced 
by the individual, especially at the lower levels, inhibits that flow and 
encourages the transmission of whatever is thought will please the 
boss, even if it is inaccurate or misleading. The result of the upward 
JULY, 1971 [571 
MAURICE P. MARCHANT 
flow of accurate information is an improved service program. 
Similarly, staff aspirations for their own professional development 
can be expected to flow upward more freely and to be given greater 
consideration under participative management than in a bureaucracy. 
Stone's research into continuing education for librarians demon- 
strates relationships between several variables which are appropriately 
discussed here.21 She discovered that professional librarians with the 
highest professional index are the least satisfied with their jobs. Char- 
acteristic of librarians with high professional indexes are a commit- 
ment to serve, a drive toward the mastely of knowledge relevant to 
their work, involvement in writing and research activities, involvement 
in professional associations, a healthy capacity to change, and in- 
volvement in activities and ideas outside as well as inside library 
science. These are characteristics needed by libraries in the present 
age, and libraries should want to encourage their development within 
their staffs. Yet librarians report that administrators resist rather than 
support their accomplishment. Much of the dissatisfaction in librarians 
with high professional indexes is related to top management's failure 
to respond to their aspirations for professional growth and improve- 
ment in their libraries. These are precisely the types of changes that 
are encouraged by participative management, and, likewise, these are 
the types of personnel which are most appropriate to the satisfactory 
functioning of participative management. 
In summary, active staff development programs and participative 
management in libraries appear well suited for each other; they ought 
to be getting together. Perhaps they are, but there is substantial room 
for improvement, 
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